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Agenda
ÅMeet the RBG Team

ÅInitial Findings: What We Found

ÅCurrent State: Where We Are Now

ÅTarget State:  Where We Are Going

ÅTransparency
Presentations available on City website: 
http://www.petersburgva.gov/index.aspx?NID=846
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Meet The Robert BobbDǊƻǳǇ ά! ¢ŜŀƳέ
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Robert Bobb
Project Executive

Tom Tyrrell
Interim City Manager

NelsieBirch
Interim Deputy City Manager/ Finance 

Director

Jack Berry
Deputy City Manager for Operations

Patrick Bobb
Quality Control Manager

Dileep Rajan
Data Analytics Lead



Team Member Expertise & Experience
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Robert Bobbhas over 40+ years of 
municipal experience leading 
transformation projects for cities 
in fiscal distress.  He has led 
initiatives in Kalamazoo, Michigan, 
Santa Ana, California, Oakland, 
California, Washington, DC, 
Detroit (Receiver for Detroit Public 
Schools), and Richmond, Virginia.

Col. Tom Tyrrell, USMC, (Ret.) has 30+ 
years of leadership and strategic 
planning experience.  He has held 
various executive positions with the 
Intrepid Sea Air & Space Museum, 
Cantor Fitzgerald, served as the Chief 
Operating Officer of Chicago Public 
Schools, and served as the Chief 
Administrative Officer of Illinois.

NelsieBirch has 18+ years of 
public sector finance experience 
including Budget Director for the 
City of Alexandria, Virginia and 
Director of Agency Operations for 
the District of Columbia.  She was 
an analyst at Fitch Ratings and 
led transformative projects in 
North Carolina and Illinois.

Robert Bobb
Project Executive

Tom Tyrrell
Interim City Manager

NelsieBirch
Interim Deputy City 

Manager/ Finance Director



Team Member Expertise & Experience
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Dileep Rajanhas over 12+ years of 
experience leading data analytics 
and technology projects in public 
and private sectors including the 
District of Columbia Government, 
the Federal Government, Accenture 
and KPMG.

Jack Berry has 40+ years of 
experience as a city government 
leader who previously worked as 
IŀƴƻǾŜǊ /ƻǳƴǘȅΩǎ ŀŘƳƛƴƛǎǘǊŀǘƻǊ ŀƴŘ 
wƛŎƘƳƻƴŘΩǎ ōǳŘƎŜǘ ŘƛǊŜŎǘƻǊΦ  IŜ ǿŀǎ 
most recently Executive Director of 
Venture Richmond for 18 years.

Patrick Bobbhas over 10+
years of Business Intelligence,
Information Security and
Project Management
experience.  Patrick has
managed and lead key project
initiatives in Chicago, IL, Puerto
Rico, California, Richmond, VA
and Washington, DC.

Dileep Rajan
Data Analytics Lead

Jack Berry
Deputy City Manager for Operations

Patrick Bobb
Quality Control Manager



The Robert BobbGroup ς5 Pillars

The Robert BobbGroup (RBG) believes in five pillars of city 
government:  

1. Police Department: a police department that engages with the 
community and makes people feel safe; focus on crime 
prevention, personal safety of residents is paramount

2. Fire Department: that responds to emergencies and focuses on 
fire prevention

3. EMS Department: that responds to medical emergencies within 5 
minutes; the EMS is an extension of the emergency room in the 
hospital

4. School System: a system of high performing schools where 
parents can be proud to send their children

5. Financial System: that ensures fiscal stability through a fund 
balance and stable credit ratings
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Initial Findings
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What We Found



ά¢ƘŜ CƛǎŎŀƭ IƻǳǎŜ ǿŀǎ ƻƴ CƛǊŜέ

ÅPrior to The Robert BobbDǊƻǳǇΩǎ ŀǊǊƛǾŀƭ 
10/25/16:
ïUpon learning of the fiscal crisis by City leaders, 

Virginia Secretary of Finance Ric Brown led a team in 
August 2016 to identify critical fiscal issues
ï{ŜŎǊŜǘŀǊȅ .ǊƻǿƴΩǎ ǘŜŀƳ ƛŘŜƴǘƛŦƛŜŘ ϷмуΦуa ƛƴ 

outstanding fiscal obligations at end of FY 16 (June 30, 
2016).  This includes:
ÅOutstanding vendor payments
ÅOutstanding payments to authorities such as the South 

Central Wastewater Authority

ïThe City cut employee pay by 10% effective 9/9/16.
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Key Background & Reminder

{ƻǳǊŎŜΥ .ŀŎƪƎǊƻǳƴŘκ{ǳƳƳŀǊȅ ƻŦ 5ŀǾŜƴǇƻǊǘΩǎ нлмн CƛƴŀƴŎƛŀƭ wŜǾƛŜǿ ϧ tǊŜƭƛƳƛƴŀǊȅ tƭŀƴόǎύ ƻŦ CƛƴŀƴŎŜΣ 
Presentation to the City of Petersburg, VA City Council, August 3, 2016

The City began its deficit in 2009 
and continued it to the current 

fiscal year
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¢ƘŜ /ƛǘȅΩǎ ōǳŘƎŜǘ ŘŜŦƛŎƛǘ ōŜƎŀƴ ƛƴ нллфΦ 

Eight years of consecutively unbalanced budgets finally resulted in 
near default in the repayment of a short-term cash flow note

RBG was hired by the City of Petersburg through an emergency 
procurement in October 2016



Issues Identified
Issue #1: +/- $18.0M Deficit from FY 2016 and Prior
ÁFigure Based on Analysis done by the State NOT the 

City; City has not maintained Records. 
ÁWe observed City has paid invoices from prior years 

using current year revenues (at least one example of 
an invoice paid twice from FY 16).

Key Activities
ÁUpdate the Analysis to Get a Final List of Outstanding 

Invoices from FY 16 and Prior
ÁDevelop long-term financing strategy to deal with the 

deficit
ÁCommunicate to vendors our plan and when they can 

expect to be paid

Issue #2: +/- $6.0M Invoices Unpaid for FY 2017
ÁCity has not had a strategic approach to handling the 

growing list of unpaid vendor invoices. 
ÁCurrent FY that began July 1 has not been kept 

current and there continues to be a cash flow 
challenge as there is not enough money in the bank in 
cash to fulfill the current obligations.

Key Activities
ÁSecure Revenue Anticipation Note (RAN)
ÁCommunicate to Vendor Community
ÁPay all current obligations for FY 17 with the RAN

Issue #3: FY 17 Budget is Unrealistic, Lacks 
Transparency, and Has Not been appropriated or made 
available to the public
ÁEven with the $12.5M reduction from the original 

budget to the amended budget, there is a lack of 
accountability and information related to the FY 17 
budget to ensure that the City can meet what is 
planned. 

Á It appears that cutting employees salaries by 10% and 
reduction in force was taken over dramatically 
eliminating services.

Key Activities
ÁMap the process with the Finance team and 

Treasurer. 
ÁOptimize how work can be done between the two 

departments
ÁDetermine whose responsibility it is to determine 

cash flows (cash versus obligations)
ÁDetermine who is responsible for ensuring enough 

cash is in the bank to meet obligations.
ÁDetermine the revenue cycle and what billing cycles 

should change to help cash flows, including state-
shared revenues.

ÁProvide recommendations for upgraded 
systems/procedures to track cash. 
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Issues Identified
Issue #4: Cash Flow Projections are Unrealistic and 
Process to Determine Cash in Bank/Cash Flow is 
informal 

ÁRevenue Anticipation Note was Assumed to be 
Available in November. However, the proceeds may 
not be available until December (at the earliest). This 
leaves November vulnerable to ensuring payroll 
obligations are able to be met. 

ÁProperty Taxes may not be paid until December; 
however, bills are to be mailed the first week of 
November. 

ÁMuch of the information related to cash in the bank is 
done through email and is not formalized in a central 
system.

Issue #5: South Central Wastewater Authority Lawsuit

Key Activities

ÁAttend the hearing and share our good faith 
commitment. 

ÁWork with VRA, Bond Counsel and Davenport to 
develop a solution. 

Issue #6: Capital Projects and Capital Budgeting are 
Unrealistic

ÁThe prime issue is that the City is obligated to paying 
the debt service on these bonds but has not yet 
drawn down the funds.  

Á In 2015, the City issued bonds through the Virginia 
wŜǎƻǳǊŎŜ !ǳǘƘƻǊƛǘȅΩǎ ōƻƴŘ ǇƻƻƭΦ 

ÁTo date, $4.7M of projects have not begun and $6.8M 
of bond proceeds have not been accessed. 
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Issues Identified
Issue #7: 10% Pay Reduction for City Employees and 
Mass Exodus of Employees

As part of the budget reduction this summer, the City cut 
10% pay across the board.  This has resulted in 
approximately 190 resignations and to date this fiscal 
year almost $200K in leave payouts. 

Key Activities
ÁDevelop a path to restore the 10%.
ÁCommunicate our commitment to staff
ÁEvaluate pay scalesτespecially department heads. 
ÁDetermine critical positions to hire.
ÁMake an analysis of consolidation of services and 

positions. 

Issue 8: Use of restricted funds for General Fund 
purposes. 

The City has historically used special revenue funds and 
enterprise funds to pay General Fund obligations. 

Key Activities 
ÁDevelop a plan to separate the funds, including 

separate bank accounts, separate codes, etc. 
ÁDetermine how to handle federal and state grant 

funds management. 
ÁEnsure cross training for grant fund draw-down out of 

Finance.

Issue 9: FY 15 CAFR found NO material issues; FY 16 has 
not started

The FY 15 CAFR did not find any material issues with the 
fiscal controls and accounting practices of the City. 
Additionally, a part-time/seasonal employee was hired 
ōȅ ǘƘŜ /ƛǘȅ ǘƻ ŎƻƴŘǳŎǘ ǎŜǾŜǊŀƭ ƧƻǳǊƴŀƭ ŜƴǘǊƛŜǎ ǘƻ άƎŜǘ ǘƘŜ 
ōƻƻƪǎ ǊŜŀŘȅ ŦƻǊ ǘƘŜ ŀǳŘƛǘƻǊǎΦέ Lǘ ǿŀǎ ƭŀǘŜǊ ŘƛǎŎƻǾŜǊŜŘ 
that she was a former employee of the audited firm 
ǊŜǎǇƻƴǎƛōƭŜ ŦƻǊ ǘƘŜ /ƛǘȅΩǎ /!CwΦ 

Key Activities 
ÁDevelop a plan to get the FY 16 CAFR done. One idea 

is to reach out to the auditor of public accounts for 
assistance. 

ÁReview the management letter from the past audits 
to ensure that all identified is followed up on.

ÁCancel the contract with the current auditors.
Á LǎǎǳŜ wCt ŦƻǊ ǘƘŜ /ƛǘȅΩǎ /!Cwκ!ǳŘƛǘƛƴƎ 

responsibilities. 
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Issues Identified
Issue 10: No full-time finance staff/Lack of Financial 
Policies

The Finance Director was fired last spring along with the 
City Manager. The Assistant Finance Director became 
Acting Finance Director and resigned effective Oct. 22. In 
addition, there was no succession planning nor was 
there an appropriate and professional handoff of 
passwords, responsibilities, etc. The Accounts Payable 
process is loose and lacks control and diligence. Several 
changes to the process have occurred that removes the 
use of the system to control the invoices to be paid and 
checks to be cashed. It is unclear how many invoices are 
not accounted for in the system.

Issue 11: Potential fraudulent activity

In the brief time spent being brought up to speed on City 
activities, it is apparent there has been significant 
negligence that may go beyond just the right to 
terminate an employee.

Key Activities
ÁReview emails/documents to trace any suspicious or 

fraudulent acts.

Issue 12: Decentralization of traditional finance 
responsibilities with the elected Treasurer and elected 
Commissioner of Revenue and unclear division of 
responsibilities/accountability

The Commissioner of Revenue is responsible for the 
billing function of the City while the City Treasurer is 
responsible for the collection of funds, printing of 
checks, and management of cash. The Finance 
5ŜǇŀǊǘƳŜƴǘ ƛǎ ǊŜǎǇƻƴǎƛōƭŜ ǘƻ ƪŜŜǇ ǘƘŜ /ƛǘȅΩǎ ōƻƻƪǎ ŀƴŘ 
develop and appropriate City budget.

Key Activities
ÁFlow the process of all three.
ÁMake recommendations for process improvement 

and clear division and/or consolidation of 
responsibilities. 
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Short Term Before Long Term
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Short Term Fiscal Stability ςSequence of Activities

SCWA Lawsuit 
Dismissal

Immediately Utilize 
$1.3M VRA capitalized 

interest

Make Payroll for 
November 18th and 

December 2nd

Obtain $6.5M 
Revenue Anticipation 
Note to pay SCWA by 

12/15 and other 
critical services

Set Up Platform for 
Long Term Fiscal 

Stability

¢ƘŜ /ƛǘȅΩǎ ƪŜȅ ǇŀǊǘƴŜǊǎ ŜƴŀōƭŜŘ ŀ ǎǳŎŎŜǎǎŦǳƭ ǊŜǎƻƭǳǘƛƻƴ ǘƻ 
ǘƘŜ /ƛǘȅΩǎ Ƴƻǎǘ ǎƛƎƴƛŦƛŎŀƴǘ ƭŀǿǎǳƛǘΦ  ¢Ƙƛǎ ƭŀǿǎǳƛǘ ŘƛǎƳƛǎǎŀƭ 
paves the way for immediate funds access to make  payroll 
and obtain the $6.5M RAN.

²ƛǘƘ /ƻǳƴŎƛƭΩǎ ǊŜǎƻƭǳǘƛƻƴ ŀǇǇǊƻǾŀƭΣ ǘƘŜ /ƛǘȅ Ŏŀƴ ǳǎŜ ϷмΦоa 
in VRA capitalized interest to make Payroll on November 
18th and December 2nd.

Making Payroll is our immediate and top priority.  Through 
ǿƻǊƪƛƴƎ ǿƛǘƘ ±w! ŀƴŘ ǘƘŜ /ƻǳƴŎƛƭΩǎ ǊŜǎƻƭǳǘƛƻƴΣ ǘƘŜ /ƛǘȅ Ŏŀƴ 
now make Payroll on November 18th and December 2nd. 

The $6.5M RAN will pay back the SCWA $1.3M by December 
15, 2016, ensure Payroll thru remainder 2016, and ensure 
payment for critical projects and services currently 
underway in FY17.

Establish a sustainable, and long 
term financial operating platform 
that has financial controls to 
ensure compliance and proactive 
planning.

1
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RBG Plan to Make Payroll

SCWA Lawsuit Dismissal Clears Path for Funds

Á The SCWA Lawsuit was the primary obstacle to the City receiving short term 
financing of $6.5M.  ¢Ƙƛǎ ǿŀǎ ǘƘŜ /ƛǘȅΩǎ Ƴƻǎǘ ǎƛƎƴƛŦƛŎŀƴǘ ƭƛǘƛƎŀǘƛƻƴ ŎŀǎŜΦ 

Á This dismissal enables the City to immediately utilize $1.3M in capitalized 
interest accruing from unused Virginia Resource Authority (VRA) funds.

Á As of 11/18/16, after we have made our November debt payment, payment 
to key vendors, including $427,500 to Schools, and Payroll, we will have 
$78,000 remaining balance assuming no other revenues are received by the 
city.

Á This enables Payroll for November 18 & Dec 2 ςour immediate Priority.

Á Our Key Partners helped make this happen: DƻǾŜǊƴƻǊΩǎ hŦŦƛŎŜΣ ±! {ŜŎǊŜǘŀǊȅ ƻŦ 
Finance, Deputy Chief of Staff, Deputy General Counsel, VRA Executive Director, 
Davenport & Company, Sands Anderson PC, SCWA Chairman
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Take Immediate Action to Address Payroll Crisis



What We Found
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Checks were issued but not released to the vendor due to lack of sufficient cash balance.
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When RBG started work on 10/25/16, we observed a lack of internal controls for 
cash management/accounts payable, and the erosion of basic processes and 

accounting principles for financial management.

$4.8 Million in 
Unpaid Checks


